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From the

Commanding General

Five years after the Army transformed
installation management, the
Installation Management Command
(IMCOM) stands as one of the Army’s
most successful initiatives. The result
has been improvement of installation
services and programs for Soldiers
and Families. Systems, processes

and programs are in place — or are
being developed - to better serve the
Army now and in the future. Senior
commanders now focus their attention
and resources on warfighter missions
- leaving city management functions
to garrison commanders. Commanders
are providing standardized and
predictable Soldier and Family services
and programs in record time.

All the while, IMCOM supports an
Army at war.

At installations around the world,
IMCOM'’s services and programs
provide a source of balance for
thousands of men and women in
uniform by fostering an environment
where Soldiers and Families can
thrive. Our capabilities and facilities
support readiness for an expeditionary
Army and build a foundation for the
Army’s communities of the future. We
are dedicated to providing Soldiers
and Families with a quality of life
commensurate with the quality of
their service by enabling the Army to
achieve its strategic imperatives:

e SUSTAIN Soldiers, Families and
Army Civilians;

e PREPARE our Soldiers for success in
the current conflict;

e RESET the force expeditiously for
future contingencies; and

e TRANSFORM the Army to meet the
demands of the 21st century.

IMCOM is the Army’s Home

IMCOM'’s focused, flexible and
responsive installation management
capabilities have supported the war
in Iraq, the conflict in Afghanistan,
and repeated deployments and
redeployments of Army units
worldwide. We have transformed
installations to help accelerate

the Grow The Army initiative by
implementing the Army Family
Covenant and supporting the Army
Medical Action Plan.

The focus of our installation mission is

to provide:

® \What senior commanders need

e \What Soldiers and Families deserve

e Capabilities that support our geo-
graphically dispersed population, and

e A vision of services and facilities for
installations of the future.

IMCOM has proven its value as the
right installation readiness solution
for the Army and is planning for the
installations the Army will need to
support future generations of the All-
Volunteer Force. IMCOM's mission is
to bring vibrancy and quality to the
lives and relationships of the Soldiers
and Families who will be the lifeblood
of the future Army and to prepare
them for unforeseen missions and
challenges.

IMCOM'’s future contributions to the
Army community will be anchored by
the Command’s past achievements,
its consistent support for Soldiers,
Families and Army civilians, and its
commitment to transform installations
in preparation for serving the future
Army community.

The Soldiers and civilians of the
IMCOM team are proud of their
achievements. They are taking on
the hard work of looking beyond
the present to discover what
future Soldiers will need from the
installations that are the “The
Army’s Home."” Anticipating defense
missions of tomorrow requires a
continued concentration of efforts
today to assure that Soldiers and
Families are best prepared for
challenges of tomorrow.

L ANy

Robert Wilson
Lieutenant General

Assistant Chief of Staff
for Installation Management

Commanding General
U.S. Army Installation
Management Command
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Garrison Command: The First 90 Days

By Retired Colonel Charles D. Allen

[t i5s normal to be both excited and anxious about the new command. Watkins identified that

incoming executives facing transition have paradoxical emotions of anticipation and anxiety.

About this time of year, our

U. S. Army War College (USAWC)
students have mapped out the
academic year in preparation for
their assignments after graduation.
The students naturally seek to take
maximum advantage of the limited
time for reflection that is available
this year. Across the Army there
are several senior service college
students who will assume brigade-
level command in the summer of
2009 and a handful of them wiill
be garrison commanders — with a
similar number of IMCOM civilians
who are aspiring deputies to
garrison commanders (DGCs).

In reviewing the Assistant Chief of
Staff for Installation Management
(ACSIM) Web site, one notes

that IMCOM is responsible for
approximately 110 installations.
And, as of October 2008, there
were nearly 80 centrally-selected
garrison commands (54 colonel-
level and 24 lieutenant colonel-
level, but these numbers are
subject to change). Given the
nominal command tour is two to
three years for lieutenant colonels
and three years for colonels, we
can expect at a minimum of 30
command transitions during each
fiscal year.

This article offers suggestions on
preparation to assume command
and actions for the first 90 days in
command.

Why the first 90 days? This
timeframe is not a new
construction. Our American
presidents are judged on their
accomplishments in the first 100
days as they set the agenda for the
new administration. This standard
was set with Franklin D. Roosevelt

assuming office in following the
Great Depression with his New Deal
and acknowledged by President
Kennedy as he took the oath of
office in 1961.

Within the U.S. Army, we require

a minimum of 90 days before

an officer can be rated in a duty
position. As a case in point, the
Army has mandated that company
commanders conduct a Command
Climate Survey within the first 90
days to “assess and improve...the
unit” and “to use the assessment
information to develop [corrective]
action plans” (U.S. Department

of Army, 1998). This timeframe
acknowledges that a leader must
transition into command, make

an initial assessment of the unit

or organization, and then set the
direction for it to follow during

the commander’s tenure. While
the Army has provided deploying
battalion and brigade commanders
with a handbook to “assist them
with identifying those issues that
most effect [sic] actions in the
first 100 days of combat, the most
dangerous and uncertain period”
(Hileman, 2008), such an offering of
collected information is not available
to incoming garrison commanders.

Organizational researcher, Michael
Watkins, noted that it generally
takes business executives six
months before they learn and
know enough to add value to their
organizations. Watkins asserted
that the first 90 days are critical
in gathering information and the
second 90 days result in the
formulation of the organizational
strategy and setting the

agenda (Watkins, 2003). For

our transitioning U.S. Army
garrison commanders, the following

framework may be useful: Preparing
for Command, Assuming Command,
Learning the Command, and Setting
and Executing the Strategy.

Preparing for Command

Incoming commanders are expected
to do their homework. It is essential
for them to gather information from
several sources. This process aligns
with the Army philosophy for leader
development
covered in
three domains:
institutional,

THE FIRST 90 DAYS

operational assignments and self-
development. USAWC provides

a useful primer on installation
mission, functions and organization
in the chapter, “Installation
Command and Management”
(Allen, 2007). The institutional
policies, current programs and
initiatives, and emerging concerns
can be quickly discerned by visiting
the ASCIM and IMCOM Web sites.
Another source for information is
the Army Knowledge Online (AKO)
Knowledge Center for IMCOM

that posts the latest briefings from
commander conferences and status
reports from staff proponents on
key areas of interest.
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Through AKO blogs and discussion
threads, installation management
professionals can also share the
nagging issues and concerns that
capture their attention and energy.
The deputy commanding general
of IMCOM has taken a more direct
approach by e-mailing his DCG Bi-
Weekly Update to region directors,
commanders, and staff for special
areas of emphasis. A more traditional
source is represented by this
publication, The U.S. Army Journal
of Installation Management, which
presents views of IMCOM leadership
and highlights the good work of the
installations and regions in executing
the IMCOM mission and strategies.

Given that garrison command is a
relatively recent phenomenon, it is
unlikely that a lieutenant colonel
would have experience in garrison
organizations in previous operational
assignments. Subsequently, the
number of colonels who were
lieutenant colonel-level garrison
commanders is small. It is sensible
for future commanders to seek

out those officers with garrison
command experience as well as
IMCOM civilians and engage in
dialogue to learn from them. Over
the past few years, several USAWC
students have approached me with
that intent. Each officer should
realize that his present duty station
has a commander and installation
staff with a wealth of knowledge
on garrison business. While each
installation has unique character,
there are common challenges with
housing, public works, emergency
services, morale, welfare and
recreation quality-of-life programs,
etc., that can be discussed with
experienced personnel.

The Army has a well-defined
institutional process for command-
selected officers — all who will
attend the Pre-Command Course
(PCC) at Fort Leavenworth, Kan. A
recent PCC requirement has those
officer attendees participating in

the Multi-Source Assessment and
Feedback (MSAF) that includes

a 360-degree assessment by
subordinates, peers and supervisors
related to Field Manual 6-22, Army
Leadership, leader competencies
(U.S. Department of the Army,
20086). This portfolio is confidential
and solely for developmental
purposes. It provides many officers
their first assessment outside of
the traditional officer evaluation
report (OER). A feedback session is
conducted by a qualified counselor
to discuss specific leader behaviors
on areas of strength and potential
areas for improvement in preparation
for command. The product of the
assessment and counseling is an
individual development plan that
the commander will use to monitor
progress.

While traditional unit commanders
also attend branch-sponsored g
courses, garrison personnel attend
the Garrison Pre-Command Course
(GPC) for four weeks at the

Army Management Staff College,
Fort Belvoir, Va. Both groups

of commanders may have the
opportunity to attend the Senior
Officer Legal Orientation (SOLO)
course at the Judge Advocate
General school in Charlotte, Va.
During each of these institutional
opportunities, garrison commanders
hear the latest and greatest
information, build a list of reference
materials (i.e., Department of
Defense and Department of Army
publications, best practices from
public administration and city
managers, and business literature),
and, potentially most important,
develop a network of contacts with
experts and colleagues in installation
management.

The Army’s institutional education
programs (PCC and GPC) serve to
highlight the complexity and breadth

of installation management. These
programs make it abundantly clear

to incoming commanders that they 9
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didn’t know what they didn’t know
about garrison command. The
greatest challenge for commanders
as new leaders is to “come to
terms with their own lack of
expertise and wisdom” (Schein,
2004) in garrison environments.

It is normal to be both excited and
anxious about the new command.
Watkins identified that incoming
executives facing transition

have paradoxical emotions of
anticipation and anxiety. There

is the opportunity to meet new
challenges and the potential to
have a positive impact that is

in contrast with the anxiety of
venturing into a distinctly new
position. New leaders also feel
vulnerable and out of their comfort
zone when they realize how steep
the learning curve will be to grasp
the details of the new organization.
The prudent leader will begin to
gather as much information as
possible about the new command.

One should reasonably assume
that the sitting commander will be
eager to set up the successor for
success, so do not be concerned
about making initial contact. | was
pleasantly surprised upon receiving
a videotape on which the then-
current commander introduced
himself and the garrison staff and
provided the latest set of command
briefings and status reports. This
was a best practice that | “paid
forward.” You should expect the
commander to assign a point of
contact to assist in your transition.
The commander can share the
hottest topics and projects facing
the installation as well as provide
key documents for review. This
collection of information will allow
you to prudently prepare for GPC
attendance and to focus on subject
matter in the course that has
greater salience for the installation.

Realize that until you are handed

the unit colors and cell phone,

he or she has the burden and
responsibility of command. Do

not presume to understand the
challenges faced by the commander
and do not encroach — your time wiill
come. You, however, should feel
comfortable in asking for information
about the command that it is willing
to share. Occasional telephone

calls, e-mails, or desktop video
teleconferences may be appropriate
communication methods to develop
the connection that will ease the
transition into command.

Assuming Command:

Be Brief, Be Brilliant and Be Gone
When the change of command date
approaches, keep in mind the three
B’s — Be Brief, Be Brilliant and Be
Gone. The change of command
ceremony rightfully showcases

the outgoing commander who has
experienced blood, sweat, and tears
along with great accomplishment

in completing a very demanding
assignment. Keep your comments
short and concise; reinforce that you
understand and accept the challenge
of the command; and be gracious to
your predecessor. Do not announce
any major changes and remember
something from your assumption of
company command, “All standing
orders and policies remain in effect.”
Generally, there will be a receiving
line for the outgoing commander so
you should quickly depart the area
for your own welcoming reception.

During the reception, you will meet
and greet the key stakeholders for
the installation. Your new staff —
the command team of the command
sergeant major and deputy to

the garrison commander with the
directorate heads — will be working
very hard to impress you and the
guests. You will undoubtedly meet
the senior commander, tenant
commanders, support agency
heads, IMCOM region staff, and
contractors — all who have a vested

interest in the community. This
event will also be your first exposure
to those people external to garrison
operations — local government,
civic and business leaders who

are part of the community in

which the installation resides. For
those garrisons that are outside

of the continental United States
(OCONUS), you may also meet host
nation personnel from the local and
regional governments.

It is essential to quickly establish
and develop relationships with

the key stakeholders who will

be instrumental to conducting

the business of the installation.
You will typically share your
command philosophy during the
initial meetings with the garrison
staff and workforce. It is equally
important to set similar foundations
of expectation and trust with
others outside of the direct chain
of command through a series

of scheduled meetings and to
seize impromptu opportunities

to interact. Ask the current
garrison commander, the deputy
and the senior commander who
they consider as the high priority
contacts and make it a point to meet
them. These initial encounters will
help you learn about the command
and those that it serves.

Learning the Command

It is necessary for the new

garrison commander to take

stock of the installation in several
areas. Understanding the external
environment, assessing the existing
organizational culture, and knowing
the assigned missions and current
strategies are critical for leadership
of any enterprise. In conducting this
organizational diagnosis, the GC
will learn several important things
about the command that will inform
judgment on key items of strategy,
people, and during times of crises
(Allen, 2008).

Culture and Climate

One of the first things that a GC
should do is to assess the culture
that exists at the installation. Just
walking through the directorates,
meeting with installation tenants,
and talking with family members
on post will give the GC a feeling
of how the garrison staff goes
about day-to-day activities. Culture
has many definitions but we can
see it manifested in the patterns
of behavior and it is reflective of
basic assumptions of how things
are really done (Schein, 2004). The
GC can expect that the installation
strategic plan will have mission
and vision statements along with
a list of values that are published
for internal direction and external
consumption. While IMCOM has
aligned with the seven Army
values, specific garrison value
statements may have different
words but the underlying concepts
are consistent.

What we hope for at installations
is a culture of respect and service
to others as well as stewardship
of resources that is aligned with
published and espoused values.
There, however, may be evidence
to the contrary. What is typically
found in organizations is a gap
between what we say “should be”
and “what is” — that gap can hinder
the performance of the garrison
mission, both externally and
internally. Reviewing the customer
comment cards and addressing
issues at an installation town hall
meeting may reveal indications if
such gaps exist with customers.
While the performance metrics

for services can be quantitatively
captured with IMCOM'’s newly
implemented Customer Service
Assessment (Nahrwold &
Valenzuela, Winter 2008), it is
important that the GC understand
how the installation is perceived by
its external constituents and the
corporate leaders of tenant units.
IMCOM has recognized the

importance of culture and has
established under the strategic

goal of leadership a supporting
objective to “Further develop the
organizational culture such that
IMCOM becomes the employer of
choice.” (U.S. Army Installation
Management Command, 2008).
While culture may endure and take
significant effort to influence or
change, the command climate is
much more malleable. This may

be why the Army directs that the
climate survey be completed within
the first 90 days. A company
commander and her team can have
a direct and immediate influence on
the perception of unit members with
day-to-day contact and actions (U.S.
Department of the Army, 1986 and
2008). The same is true for garrison
command where the workforce
climate may be characterized by a
sigh of relief or one of anxiety after
the first staff meeting with the new
commander.

As with culture, the commander
has to assess whether the

existing climate is supportive

of the organizational goals and
performance of its mission. If

not, then action must be taken.
With a predominantly civilian
workforce, the number of open
Equal Employment Opportunity
(EEO) cases and turnover rates
may offer insights on how people
perceive they are treated. The EEO
office and Office of the Inspector
General are traditional resources

to look for potential problem areas
and to examine trends in workforce
complaints. A valuable tool to
determine the command climate
within the civilian workforce is the
Organizational Self-Assessment
(OSA). Derived from the Baldrige
Criteria for Performance Excellence,
the OSA has been mandated by
IMCOM to “get some good feedback
from the workforce on how they
perceive the organization as a
whole” (Cutshaw, 2007).

Key Decisions, Key Processes,
Key People

The incoming GC must clearly
understand and be able to
communicate the IMCOM
responsibilities in support of

the senior commander for the
installation and its tenants. This

is an ongoing tension at the
institutional level (e.g., Department
of the Army Staff and Army
commands) and as such, will
continue to be a recurring topic of
discussion at the local installation.
The GC must know where his
decision authority lies and be able
to collaborate across organizational
boundaries to support the greater
community. This is uniquely true for
OCONUS installations where U.S.
Army garrisons may have a wartime
mission set as well as standard
installation support operations.

In addition to knowing the command g
responsibilities, the GC must
identify the internal processes for
installation support operations.
While the garrison organization chart
outlines functional responsibilities,
those must be enabled by key
processes for developing strategies,
establishing priorities, resourcing
with personnel and funding, and
executing programs and budgets

— hence, facilitating prudent and
effective decision making. The GC
must ensure that internal processes
are aligned with the IMCOM
strategic processes and initiatives in
support of the greater enterprise.

Lastly, the commander should
recognize talents of those on
the garrison staff. One sitting
commander has referred to a special
group as “the middle of the night”
team — those to call and gather
when situations or crises arise that
require thoughtful attention and
reasoned action. The commander
must also realize that there are key
people outside of garrison staff
that can be of great assistance.

11
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For example, the chief of staff

of the senior commander may be
invaluable in gaining consensus
and coordinating with other tenant
commanders for a major event on
the installation. The GC will be
most effective when he or she
can build and maintain a high-
performing team within the garrison
workforce that can also partner
with the external stakeholders to
accomplish common goals.

Setting and Executing

the Strategy

This article has presented
recommendations to help an
incoming garrison leader make

the most of the first 90 days in
command. The commander should
prepare for the command by
gathering information on IMCOM
policies and strategies from various
sources while learning directly from
those with garrison experience. The
leader should take full advantage of
the institutional leader development
programs (e.g., PCC and GPC) to
learn about garrison operations,
establish a personal network of
installation professionals, and
contact the command to begin the
transition.

Upon assuming command, the GC
should develop relationships with
the garrison staff and community
members who are the constituents
and key stakeholders. To learn

the command effectively, the GC
should conduct an organizational
diagnosis to assess the culture
and command climate. This can be
accomplished by using the existing
IMCOM tools of the organizational
self-assessment and the customer
service assessment that also
provide measures of performance
against IMCOM corporate
standards. A commander who is
self-aware and appreciative of the
many talents of the installation
team is postured for success in the
first 90 days and beyond.

IMCOM has directed the
development of strategic plans at
installations so all installations have
a formal analysis of organizational
strengths and weaknesses, as well
as the external opportunities and
challenges. The information gained
during this initial period of command
will allow the GC to determine what
should remain and what should
change in installation support plans
and operations. These actions in the
first 90 days support the strategic
planning process of affirming the
vision, mission, and core capabilities
of the garrison. The knowledge
gained in this period will serve as
the foundation for setting the local
strategic agenda for the tenure of
commander in order to execute the
IMCOM strategic priorities.

Retired Colonel Charles D. Allen is a civilian
professor of Cultural Science at the U.S.
Army War College, Carlisle Barracks, Pa.
While on active duty his last assignment
was as the director of Leader Development,
Department of Command, Leadership and
Management at the War College. In June
2008, he retired as a career Army of-

ficer after 30 years service with overseas
assignments in Germany, Honduras, and
South Korea. He commanded the 417th
Base Support Battalion in Kitzingen, Ger-
many, from 1997 to 1999 for an area that
included six military installations. He also

served as chief of inspections, Office of the

Inspector General, U.S. Army Europe.
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OBJECTIVES

F"ﬂ 30 Dy

T e iy e |

FIRST 30 DAYS

* Meet with key people | support—
all general officers, other
commanders, senior commander
unit staff, organizations on
post and union president. Meet
with any local officials | didn’t
meet during “outside the gate
transition training.”

e Form an initial assessment of the
organization

e How it interacts with customers

* How it aligns strategy,
organization and capabilities

* Begin to identify who are the key
power coalitions

e ID Key priorities

* Hold half- to full-day off site and
go over what | learned

e Follow up with workforce to go
over what | have learned

* Plan for next 30 days

First 60 Duys

FIRST 60 DAYS

* Develop the way ahead

e Pick an early win that can be
delivered by January

e Force protection assessment
complete

¢ Executing weekly brown bags
with different groups

* Town hall meeting scheduled
(conduct quarterly)

FIRST 90 DAYS

e Walk the grounds and meet (or
be visible) to every employee

e Consensus on a garrison
“strategic agenda”

e Quarterly all hands meeting

13
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Expanding Base Operations to Expeditionary Garrisons

Joint Task Force-Bravo (JTF-Bravo)
in Honduras is the only forward-
deployed presence of U.S. troops
in the U.S. Southern Command
(USSOUTHCOM) and the area

of focus for Central and South
America and the Caribbean. For
25 years, JTF-Bravo has been
critical to the security, stability
and prosperity of the region. Yet,
the majority of the 1,100 Soldiers,
Sailors, Airmen and civilians who
make up the JTF-Bravo team at
Soto Cano Air Base still are living
and working in wood “hooches”
with no running water or indoor
plumbing.

JTF-Bravo has been manned,
equipped and funded on

the concept of a short-term
contingency. This has lasted, one
year at a time ... for 25 years. It

is time to focus on changing the
facilities, enhancing the quality

of life and improving overall living
conditions for all assigned to Soto
Cano Air Base. Joint Task Force-
Bravo at Soto Cano Air Base is in
the process of transferring base
operations (BASOPS) functions to
Installation Management Command
subject matter experts. It will
become an expeditionary garrison
in IMCOM'’s Southeast Region. This
transfer of operational responsibility
was implemented on April 1, 2009.

Background

Joint Task Force-Bravo was
established in 1983 and is the
longest standing JTF in Department
of Defense (DoD) history. Originally
established to defeat communism
and help deter aggression in
Central America during the Cold
War, JTF-Bravo’s current mission
is to conduct joint, combined

and interagency operations and
support contingency operations

in order to enhance theater-wide
operational security and reinforce
regional cooperation. These
operations include humanitarian

By Colonel William Huber and Tommy J Welin

and disaster relief (HA/DR), counter
narcoterrorism (CNT) and maintain
a modern 24-hour airport and aerial
port for use as an intermediate
staging base (ISB), forward
operating base (FOB) and power
projection platform.

The task force is located at Colonel
Enrigue Soto Cano Air Base (SCAB),
a Honduran Air Force Base. Since

a joint task force is, by definition,

a temporary organization, all JTF-
Bravo facilities have been designed,
funded and constructed accordingly.
All 550-plus military members
(Army, Air Force and Navy — active
duty as well as Reserve and National
Guard and DoD civilians) at JTF-
Bravo serve unaccompanied tours.
Personnel serve temporary duty
(TDY) deployments of four or six
months or permanent change of
station (PCS) assignments of up to
one year.

JTF-Bravo is assigned to
USSOUTHCOM, headquartered in
Miami, Fla. The executive agent (or
“bill payer”) is U.S. Army South,
headquartered at Fort Sam Houston,
San Antonio, Texas. Although the
Air Force, through Air Combat
Command and 12th Air Force, and
USSOUTHCOM both contribute

to JTF-Bravo’s budget, U.S. Army
South provides the majority of the
mission and operational funding.
The annual JTF-Bravo mission and
operational budget requests have
averaged $25 million, with approved
funding averaging about $17
million, providing leadership with
difficult and challenging decisions in
prioritizing limited resources.

Analysis and Evaluation

Each year, the JTF-Bravo
commander must decide to support
training, equipping and supplying
operational mission requirements,
or fund requirements to support
and operate a military installation

— what the Army calls BASOPS.

BASOPS includes equipment,
supplies, materials, labor, food,
electricity, grounds, equipment
maintenance, billeting, recreation,
education, human resources, and
civil engineering.

For the most part, leaders at
JTF-Bravo have made the logical
decisions to support mission
requirements and not fully fund
BASOPS. The result is that living
quarters are below Army standard
and BASOPS services are not
provided in the most efficient
manner.

It is clear that the status quo can
no longer be considered a suitable
course of action (COA) - the risks
of mission failure are too great and
the palatability of “temporary” must
end.

A potential COA is to disband JTF-
Bravo and terminate U.S. military
presence in Honduras and Central
America. This idea is not new — a
Government Accounting Office
report published in 1995 titled
“Honduras: Continuing U.S. Military
Presence at Soto Cano Base is Not
Critical” stated: “The U.S. military
presence at Soto Cano provides
useful and convenient support to
some U.S. government activities
but is not critical to these activities
or current U.S. policy objectives in
the region — which are now oriented
toward economic growth and
democratic reform. U.S. military and
embassy officials in the region agree
that the military’s contribution to
the new objectives is incidental and
not reason enough to maintain the
presence.”

The subject of moving or terminating
JTF-Bravo has resurfaced
periodically since the 1995 GAO
report was published. Speculation
about the future of the task force
increased in recent months after an
airplane accident at the Tegucigalpa

International Airport prompted
Honduran President Manuel

Zelaya to advocate converting
Soto Cano Air Base to a dual use
(civil-military) airfield. However, no
serious consideration to terminate
JTF-Bravo is currently known to
exist — U.S. military presence in
Central America is too critical to
regional stability and the success
of the fragile democracies in the
region. In addition, the effort to
combat the trafficking of illegal
drugs, arms and persons in

Central America is necessary to
successfully contribute to overseas
contingency operations.

The recommended COA to improve
conditions at Soto Cano Air Base
is to establish an expeditionary
garrison at JTF-Bravo managed
and operated by the Army’s
Installation Management Command
with separate funding lines for
base operations and mission
operations. The installation
garrison commander would have
direct responsibility for all facility
BASOPS on the U.S. portion of
Soto Cano Air Base. The garrison
commander’s chain of command
and funding resources would be
separate and unattached from the
senior commander’s responsibility
and funding resources.

This change would enable senior
commanders at JTF-Bravo to focus
on executing their operational
mission responsibilities. It will allow
the garrison commander to focus
on BASOPS and quality-of-life
services.

Establishing the garrison operation
and separating garrison functions
and mission functions will be
challenging — especially in a joint
and expeditionary environment

at a base that does not belong

to the United States. Along with
separating functions, personnel
must be aligned according to the

workload and tasks performed.
Some positions can easily be
determined whether they support
the mission or BASOPS. Billeting,
housing and MWR are clearly
BASOPS; intelligence and operations
are clearly mission. Other functions

such as safety or legal are less clear.

The quality of life for personnel
assigned to the task force wiill
become noticeable once the
functions are determined.

Another difficult challenge - indeed,
the major challenge — will be the
alignment and execution of the
funding resources. For the next
several years, until the Program
Objective Memorandum (POM)
delineation is determined, funding
lines must be negotiated between
U.S. Army South and IMCOM. U.S.
Army South will be required to
continue to manage the installation
resources until IMCOM can directly
fund Soto Cano garrison operations.
Once funding lines are determined, a
process that can take several years,
IMCOM will have full management
of funds to execute in support of
BASOPS and U.S. Army South will
continue to manage the budget for
mission operations.

Conclusions and
Recommendations

It is time to end the “temporary”
mindset at JTF-Bravo that has
existed for more than 25 years by
establishing a garrison command
at Soto Cano Air Base. BASOPS

is IMCOM's mission and its core
competency. IMCOM has developed
a respected, tested and successful
model known throughout the Army

as Common Levels of Support (CLS).

By measuring service delivery,
service cost and service benefit for
the customer, CLS accounts for
resource expenditure to the service
level. This is the type of fiscal and
service management needed at JTF-
Bravo to ensure a plan is in place to
continuously improve the installation
and facilities.

The transition to a garrison
command will be challenging as
responsibilities are divided and
realigned and it will take two

or more years to work out the
complete transfer of services,
personnel, property accountability
and resource management. But,

the short-term challenges are worth
the long-term benefits. Transferring
garrison operations to the experts

in garrison management provides an
opportunity for JTF-Bravo leaders to
guide a transition that will improve
living and working conditions at
Soto Cano Air Base. Even more
importantly, the result will be a
leaner, more effective and more
efficient task force with a significant
increase in quality of life and a
better focus on successful mission
accomplishment.

Colonel William Huber currently is the
commander of Army Support Activity, Soto
Cano Air Base, Honduras. His previous
Installation Management Command as-
signments include executive officer to the
deputy commanding general, Installation
Management Command, and commander,
U.S. Army Garrison Camp Red Cloud,
South Korea.

Tommy J Welin is the deputy to the garri-
son commander for Army Support Activity,
Soto Cano Air Base, Honduras. His previ-
ous Installation Management Command
assignments include director of Logistics,
Area | and Area IV, Korea Region, and
with the South East Region Directorate of
Logistics.
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Results of a Grounded Theory of U.S. Army Installation Realignment

and Closure Leadership Characteristics
By Dr. Theresa M. Murray

Leadership is paramount during an
U.S. Army installation realignment
and closure initiative. The
installation realignment and closure
process is known as BRAC for
affected locations in the United
States, and termed Global Defense
Posture Realignment (GDPR),
Transformation, Restationing and
other expressions elsewhere in the
world. GDPR and BRAC requires
commanders and other leadership
to provide continued support of an
installation realignment and closure
mission by:

e Appropriately planning for the
drawdown

e Sustaining quality of life for the
installation population during the
drawdown process

e Scheduling actions and key
milestones throughout the
process.

Successful GDPR and BRAC
initiatives are further challenged
during wartime as Army leaders
attempt to take care of people
while ensuring mission readiness
of Soldiers. The Department of
Defense (DoD) published a variety
of reports that acknowledged the
significance that U.S. installation
realignments and closures have on
military organizations, communities,
and future war fighting efforts.

In these reports, none specifically
discussed the leader characteristics
of U.S. Army leaders that
supported successful installation
realignment and closure initiatives
in the United States or overseas.

As defined by senior Army
leadership and others, successful
installation realignment and

closure must include every effort
made by leadership to minimize

the impact of parochial political
concerns, which includes the future
welfare of internal personnel and
external communities. A successful
installation realignment and closure

As defined by senior Army leadership and others,

successful installation realignment and closure must

include every effort made by leadership to minimize the

impact of parochial political concerns.

will ensure that every conceivable
effort is made during the process to
advance transformation, minimize
politics, take care of people, take
care of communities, and pursue
(but not be driven by) monetary
savings.

Research Question

The single research question was
designed to ensure open dialogue
and feedback from the participants
to the interviewer for this qualitative
grounded-theory study. The single
research question that guided this
study was:

What grounded theory can identify
and explain the Army leadership
characteristics of active component
(AC) Major and above, and civilian
equivalent GS-13 and above, that
supported a successful installation
realignment and closure process?

Conclusions and Recommendations
While the study was conducted
with U.S. Army installations

located in Germany, with the
exception of the gaps identified

in the findings — regulatory law;
facilities and equipment; host nation
partnerships; U.S. and local national
employment; senior-level influence;
and available resources — the
results of the study are generalizable
to military installations worldwide.
Organizational leaders can apply the
results of the study toward success
of future installation realignment
and closure initiatives, and private
business mergers and acquisitions.
A subsequent study may compare

and contrast installation realignment
and closures worldwide to develop
a grounded theory of worldwide
implications of such initiatives.

Historical Background of

U.S. Army Installation
Realignments and Closures

Shared goals are the elementary fact
for the existence of organizations.
Two goals determined at the
regulatory inception of U.S.-based
realignments and closures in 1988
were:

1) Achieve resource efficiencies in
operations and maintenance

2) Achieve efficiencies that coincide
with DoD and Congressional
military objectives

The U.S. Army leadership strategy
in realigning and closing Germany-
based organizations “Began with a
clear vision, or in military parlance,

a firm understanding of higher
headquarters’ intent”. The leadership
followed the regulatory guidelines
dictated by senior leadership in

the execution of the realignment
and closure process. Flexibility and
adaptation was employed as higher
headquarter guidelines and customer
needs changed throughout the
process.

U.S. Army installation realignment
and closure actions that occur
outside of the United States have
been termed global defense posture
realignment. Three goals determined
at the official 2001 inception of
GDPR were:

e Position U.S. forces to better
conduct the global war on terror

e Ease the burden of the post 9/11
operational tempo on members
of the armed forces and their
Families, and

e Improve the U.S. ability to meet
its alliance commitments while
making these alliances more
affordable and sustainable

The gaps between U.S.-based

and Germany-based realignment
and closure initiatives affected

the planning, goal determination,
and execution of the Germany-
based realignment and closure
initiative under study. The common
themes of gaps illustrated by the
data findings and literature review
included:

® Regulatory law

® Facilities and equipment

® Host-nation partnerships

e U.S. and local national
employment

e Senior-level influence

® Available resources

GDPR and BRAC requires
commanders and other leadership
to provide continued support of an
installation realignment and closure
mission by:

e Appropriately planning for the
drawdown

e Sustaining quality of life for the
installation population during the
drawdown process

e Scheduling actions and key
milestones throughout the
process

Successful GDPR and BRAC
initiatives are further challenged
during wartime as Army leaders
attempt to “minimize the impact
for support on the global war

on terrorism” while realigning

and closing installations. The
Department of Defense (DoD)
published a variety of reports that

acknowledged the significance
that U.S. installation realignments
and closures have on military
organizations, communities, and
future war fighting efforts.

The common themes from the

data emulate the literature that
acknowledged the significance

that installation realignments and
closures have on the internal and
external environment. Customer
needs, knowledge management, and
uncertainty were fundamental while:

e Appropriately planning for the
drawdown

e Sustaining quality of life for the
installation population during the
drawdown process

e Scheduling actions and key
milestones throughout the process

Causal conditions of gaps between
U.S.-based and Germany-based
realignment and closure initiatives;
communication; relationships;
supporting Soldiers and Families
during war, and; taking care of
people were evident in the literature
review and in the data findings.

The essence and history of U.S.
Army installation realignments and
closures is about prepositioning
military support to achieve
efficiencies in operations,
maintenance, and American military
objectives. The mission of U.S.
Army installations is to provide the
Army the installation capabilities
and service to support expeditionary
operations in a time of persistent
conflict, and to provide a quality

of life for Soldiers and Families
commensurate with their service.
Soldiers, Family members, and a
myriad of other entities are the
U.S. Army’s customer. Customer
needs was evident in the historical
overview of realignments and
closures and in the data findings.
Communication and relationships
were well-defined causal conditions
in the historical policy guidelines,

and coding and categorization of
the data. The common themes

in characteristics of U.S. Army
leaders that supported the Germany-
based installation realignment and
closure process included timing,
flexibility, adaptation, coordination,
and innovation to meet customer
needs. Comprehensive time lines
were established during the planning
process, and unless there was

an urgent need, “time lines were
adhered to”.

U.S. Army Realignments and
Closures, and Business Mergers,
Acquisitions and Closings
According to the literature, the
U.S. Army installation realignment
and closure initiatives and the
corporate U.S. mergers and
acquisitions occur for two

general reasons: (a) for financial
considerations (i.e., to realize cost
savings) and (b) to meet mission @
requirements. The U.S. Army’s
mission requirement is to provide
necessary forces and capabilities
to the Combatant Commanders;
and the U.S. corporation’s mission
is in increasing worth. Mission
distinction between U.S. Army and
private business is one variance

to the process of merging and
closing organizations. Inequalities
between Army and private business
also include (a) reporting to a U.S.
Congress rampant with conflicting
issues rather than reporting to
shareholders, and (b) failing or not
failing in the process.

Failure to complete a U.S. Army
installation realignment and closure
process is not in the U.S. Army
leader vocabulary. Elements of the
systematic process of installation
realignment and closure may not

go as well as planned, and in
accordance with goals and specified
timelines, but the entire process of
realignment and closure will never
fail. In contrast, the literature found
that mergers and acquisitions have
a higher failure rate than they do 17
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a success rate. There is a gap

in the literature on the levels of
success of U.S. Army installation
realignments and closures. Rather,
the U.S. Army conducts what is
termed after action reports that are
used to identify the processes of a
completed realignment and closure
that worked well and to identify
those areas and actions that did
not work well as a means of future
improvement.

As a public sector organization, the
U.S. Army provides services that
are not exchanged on economic
markets, but rather, the Army’s
services are “justified on the

basis of general social values, the
public interest, and the politically
imposed demands of groups”.
Whether performed through

Army installation realignments

and closures or private business
mergers and acquisitions, the
literature and data findings confirm
that transformation is a challenge
to leaders of all sectors of
business.

Generally, organizational
performance is defined in terms
of longevity and prosperity of the
business. The performance of the
U.S. Army is defined in terms of
successfully providing necessary
forces and capabilities to the
combatant commanders. Whether
striving for increased net earnings
or winning the nation’s wars,
organizational performance is based
on:

® Process efficiencies
e Adaptation

® |nnovation

® Relationships, and
® Resources

The validity of performance
measures at a given time are
dependent on situational internal
and external environments.
During a major change effort

the scope of Army installation
realignment and closure processes,
performance measures at a given
time are constantly moving targets,
requiring greater depth of exercise
in flexibility, adaptability and
innovation. Through the Germany-
based realignment and closure
process, organizational outcomes
were dependent on the degree of
direct to indirect leader involvement,
and the use of empowerment to
functional experts to assist in the
efforts.

instinctive guidance and direction,
and ultimately, the behavior of
individuals within the organization.
When one wishes to understand
organizational behavior and to
anticipate its future actions

based on its current behavior, the
assumptions that embrace the
concept of organizational culture
must be understood.

The Germany-based Army leadership
was guided by relevant and long-
standing Army values, and a

strong core ideology of the U.S.

The Army’s services are “justified on the basis of general

soctal values, the public interest, and the politically

imposed demands of groups.”

Many studies and scholarly
literature proposed that when
organizations experienced a merger
and acquisition, the culture of

the enduring organization made
the redesigns and realignments a
success or failure. The Germany-
based realigning and closing
installations were governed by the
same U.S. Army culture, so the
culture differences experienced in
the realignments were minimal.
Members of the Germany-based
realignment and closure processes
that moved from closing installations
to realigning installations may have
experienced different leadership
styles under new commands.

U.S. Army Institutional Culture
The theory of organizational culture
asserts that individual behavior in
an organization is not restricted

by prescribed regulations and
hierarchical formations. Rather,

the consensus of theories of
organizational culture suggests
that cultural customs, beliefs,
assumptions, and values provide

Army installation organization.

Key ideals that guided goal
determination, customer needs, and
the management of knowledge and
uncertainty included (a) coordinated
leadership across all levels of Army
hierarchy, (b) truth and ethics, (c)
adapting to changing situations, and
(d) integration of variable forms of
direct and indirect leadership.

Executing a culture requires a
well-developed strategy that must
involve employees in the process
contended that cultural change
requires a well designed plan

“that accompanies the changes

in structure to be a factor in the
success of the change process”.
Some scholars have argued that
an essentiality of a merger (or
installation realignment and closure)
integration plan was to create one
new organizational culture to avoid
a clash of two distinct cultures
that may occur between joining
organizations. Any form of cultural
clash between organizations going
through a merger or acquisition (or

installation realignment and closure)
may obstruct the integration of

the knowledge and experiences

of all concerned, and ultimately,
will not meet senior leaders’
original expectations. Mazzie and
other theorists provided steps

that senior leaders might take to
ensure cultural integration through
realignments and closures. While
the U.S. Army’s culture was
present in all affected installations
of the Germany-based realignment
and closure process, the affected
Army leadership employed a few of

where you are giving away pieces
and parts of the whole puzzle ... you
are breaking away little pieces as
you do not need them anymore”.

4. Resist the “us versus them”
mentality. The collective
representation of the data findings
indicated no “us versus them”
mentality. Goals were established
early so affected members
understood their purpose in the
processes. “Clarification of goals
motivated personnel to excel in their
individual activities and to develop

One participant called it “bureaucratic laziness”

(Leader Participant 21); one said it was because

Americans now-a-days are just too busy to be

informed of everything.”

Mazzie’'s steps to ensure effective
cultural integration and goal
achievement:

1. Communicate the realignment
and closure goals to all employees.
Communication is in line with the
DoD’s realignment and closure
policy guideline of speaking with
one voice.

2. Act quickly. The data findings

indicated that acting expeditiously,
whether realigning or closing, was
a priority to all levels of leadership.

3. Make retention of intellectual
assets a top priority. Leader
Participant 15 confirmed that
streamlining the flow of personnel
away from the work activities

in a reasonable manner not to
disrupt necessary services, was
an established and exercised goal.
“You start congealing what you
have down to a very small point to

trust among their leaders”.

5. Encourage collaboration to create
a climate of trust. “The Germany-
based Army leadership made the
decision that taking care of the
employees was top priority”.

Since its return to an all-volunteer
military force (post-Vietnam), some
have postulated an increasing
cultural split between the American
society as a whole, and that of the
military forces that represent it. A
question asked of leader participants
was, “Global social and political
changes have more impact on the
U.S. Army culture than on that of
corporate American business. A
growing cultural gap between the
U.S. Army and the U.S. population
continues. According to a CBS
News and New York Times poll
that was conducted in 2005, 82
percent of Americans have never
served in the military, and 76

percent of Americans have not had
a family member who has served

in the military. Do you perceive

the cultural gap between the U.S.
Army and the U.S. population as a
further challenge of leadership while
executing an installation realignment
and closure initiative; and if so,
what leader competencies are
representative of this unique cultural
environment?”

With seven exceptions, interview
participants agreed that a cultural
gap exists between the U.S. Army
and the U.S. population, but the
interpretations for the cultural gap
varied. One participant called it
“bureaucratic laziness”; one said

it was because “Americans now-
a-days are just too busy to be
informed of everything”; and another
stated that, “They really do not
know what we do”. A participant
that did not agree with the idea of g
a cultural gap between Americans
and the U.S. Army said, “If you look
at the survey of what institutions
the American people believe more
in, we are at the top of the list...
there is some kind of disconnect
and | do not buy the premise of a
gap”. Participants did agree that
global social and political changes
inside and outside of the military
have far greater affect on the U.S.
Army organization than on corporate
America. Global social and political
concerns are ingredients that make
up the U.S. Army culture, and an
added challenge to organizational
change.

Organizational Change

During a U.S. Army installation

realignment and closure process,

the ideal of organizational change

is a shared goal. As reminded by

scholars, organizational change

requires an alteration of individual as

well as group actions.

The Germany-based Army leadership

employed the ideal of “doing the

right thing for the right reason” as a
19
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means of implementing realignment
and closure change. Continuous
meetings were held among
different members and functional
units of the organization throughout
the process. Employees,

Families, and tenant units were
kept apprised of the process.
Empowerment was instilled as a
tool for determining and attaining
goals, and maintaining scheduled
time lines.

Goal determination in execution

of the Germany-based realignment
and closure mission was

viewed as a combined effort

— there was no differentiation
between realignment goals and
closure goals, or the leadership
characteristics employed to carry
the combined initiatives through

to completion. The only exception
was one leader participant who
noted installation realignment goals
have more options than closure
goals. Participant 16 differentiated
the leader characteristics of
realignment and closure by sharing
that exercising far-sight and
opportunities to empower affected
people, either in the losing or the
gaining installations, were the
characteristics of realignment
processes because realignment has
more options. Installation closure
processes have fewer options
available to leaders and to affected
people than do realignments;

the characteristics of closure
processes were dependability and
experience. During installation
closure processes leaders were
dependable, experienced, and
appeared to know what they

were doing. Dependability and
experience built higher levels

of confidence in a time when,
basically, peoples’ worlds were
turning upside down and they were
looking for a rock.

Establishing direction, aligning,
motivating, inspiring, and

empowering people were
characteristics of the literature
review and of the data findings. A
second factor common to successful
organizational change found in

the literature and data findings are
relationships that are grounded and
sustained prior to change initiatives
taking place. During a U.S. Army
realignment and closure process,
crucial relationships toward success
include those with (a) host nation
entities, (b) higher headquarters
organizations, (c) community
members, (d) employees, (e) tenant
units, and (f) others affected by

the initiative. Leaders also used
established relationships with
diverse people and groups within
their own organization.

As leadership rules change in theory,
leadership responsibilities change

in installation realignment and
closure processes. The Germany-
based Army leadership was not just
judged by intellect ability, training

or expertise, but also by how well
they handled themselves and others
through the process. The two

levels of higher headquarters of the
Germany-based installations judged
the Germany-based Army leadership
according to their abilities to achieve
prompt results, which required
making decisions under pressure in
the face of uncertainty, complexity
and data overload.

Leadership trust is a fundamental
element to organizational change.
The achievement of a successful
installation realignment and closure
initiative is dependent on an
established trust among different
individuals and their efforts toward a
shared goal.

The literature suggested that
coping with organizational change
is difficult and distressing and

left employees (a) feeling a

loss in professional status, (b)
uncertainty about the future, and

(c) prompted a fear of failure as
they faced new challenges in new
work environments. The perceived
professional identity crisis that
organizational change creates
was evident in the subordinate/
community member responses

to all questions — they were very
concerned about future jobs, if
they would have a future job, and
if they would fit in with their new
workplaces.

The perceived identity crisis is

but one element to uncertainty

in organizational change. One

of the most difficult aspects of
organizational change for employees
is “the uncertainty associated with
the process and outcomes of the
change”. Using communication, the
Germany-based Army leadership
satisfied employees’ basic needs of
(a) predicting what would happen
next, and (b) understanding why
things were as they were.

Organizational Behavior

The Germany-based Army leadership
exercised the use of team efforts

to create more value than people
working separately on realignment
and closure issues. The literature
review and data findings share in
the ideal of using organizational
members to collectively: (a) increase
specialization and the division of
labor, (b) use large-scale technology,
and (c) manage the external
environment. The use of collective
members of the organization

also allows for economizing on
transaction costs, and exerting
power and control as needed.

A continuing trend of organizational
theory is that it is a progression

of management thought. It began
with the scientific management era,
and then went on to bureaucratic
management, and from there a
behavioral school of thought began
to emerge. Elton Mayo followed suit
with the human relations model;

* GOAL %
DETERMINATION

Customer

Knowledge
Needs Management

* *

Uncertainty

*

Figure 1: Step 1 of the flexible, adaptive, innovative leadership theory.

and then the human resources
model combined leader and worker
responsibilities into one thought of
mind.

In terms of organizational theory,
the U.S. Army may be considered
an open organizational system

with three distinct components:
the production, the combat, and
the integrating subsystems. As the
U.S. Army transforms toward a
joint and expeditionary force with
greater capabilities in diffusing
negativity in today’s environment
of volatility, uncertainty,
complexity and ambiguity, the
organization is shifting from a static
environment to one of systems
orientation and accountability of
the individual and the whole. The
U.S. Army values remain in tact,
but the culture and Army leadership
characteristics are transforming to
a postmodern way of thinking and
acting as the implicit tools reinforce
the explicit tools of bureaucracy
and structural frame.

Leadership Theories

Flexible, adaptive, and innovative
leadership was the intervening
condition to leaders’ success in
realigning and closing the Germany-
based U.S. Army installations,

and integrated earlier leadership
theory with ideas from theories of
organizational change, strategic
planning, organizational behavior,
and traditional U.S. Army leadership.
The influence of the Army leadership
before and during the Germany-
based realignment and closure
processes was the determinant of:
organizational performance through
goal determination and collaboration;
meeting customer needs; sustained
relationships that supported
success; change-oriented behaviors;
and management of knowledge and
uncertainty.

The theory of integration of flexible,
adaptive, innovative leadership

as part of Army characteristics
began to evolve as common
themes and the core phenomenon
emerged (Figure 1). The first

step in development of flexible,

adaptive, innovative leadership was
to understand and respond to goal
determination. Figure 1 illustrates
three categories — customer needs,
knowledge management, and
uncertainty — that align flexibility,
adaptability and innovation in goal
determination through an installation
realignment and closure process.

“Flexibility was the most utilized
leadership skill in being able to

take a multitude of situations and
broad-spectrum areas that we

were dealing with, and being able
to adjust as changes occurred

with personnel, times and dates

of facilities’ clearance ... with
equipment being moved to different
places, and being able to adjust to a
changing plan”. “We all had a base
plan of what should happen, could
happen, and then what did happen
being a multitude of variations from
that — flexibility being the key one”. ®

Adaptive leadership was a topic of
the theoretical framework of this
study. As technological changes
and organizational downsizing
continues in all military services,
adaptive leadership for today’s
Army is becoming increasingly
important. Adaptive and situational
leadership theories focus on the
truly situational nature of leadership,
and the need for behavior flexibility
on the part of the leader. In addition,
adaptive and situational leadership
recognizes the worker as the most
important situational determinant

of appropriate leader behavior.

The findings indicated that Army
leadership was open to changes in
realignment and closure timelines
and deviations from the plan, and
made effective decisions in harmony
with the changes, appropriate to
organizational context, and in sync
with real needs.

It was important to use worker
participation because acceptance,
satisfaction, commitment and
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the knowledge that resided with
workers were vital to success. The
Germany-based Army leadership
made organizational members feel
free to participate in discussions,
meetings, problem solving, and
decision-making before and during
the realignment and closure
process. This made for increased
autonomy of workers, power
sharing, and decision-making.

Taking care of people experiencing
realignment and closure was

a challenge while sustaining a

war effort and the Families with
deployed spouses. The buildup of
stress during a realignment and
closure, coupled with the ongoing
uncertainties of war enabled
competing forces, and neither could
be ignored. Leading realignment
and closure in a highly complex and
demanding business and personal
environment forced leaders to
create innovative strategies in
dealing with all elements of the

Gaps between
U.S.-based and
Germany-based
Realignment and

Closure Initiatives

*

Customer

Communication

Knowledge
Needs Management

* *

Taking Care
of People

* *

forces. Step 2, as illustrated in
Figure 2 of the flexible, adaptive,
innovative leadership theory looked
outward to:

e Gain an understanding of the
current environment of taking care
of people

e Support Soldiers and Families
during war

e Assure success despite the
gaps that challenged overseas
realignment and closures, and

e Continue communication

There is no current definition for

the full range of leadership abilities
required in a realignment and closure
initiative. Successful leadership
through installation realignment and
closure processes is about being
innovative and allowing innovation
to get things done.

Flexible, adaptive, innovative leaders

are great communicators that get
the message across as soon as

Supporting Soldiers

* G OAL * and families
DETERMINATION o et

*

Uncertainty

*

Relationships

*

Figure 2: Step 2 of the flexible, adaptive, innovative leadership theory.
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legally capable. Flexible, adaptive,
innovative leaders integrate the
values of an over 232-year Army
culture to gain cooperation.

They break out of comfort zones
and search for ways to reinvent
themselves and those around them
in an effort to successfully attain

a goal that cannot be breached.
Working through relationships,
flexible, adaptive, innovative
leaders foster open environments
built on collaboration and open
communication. They listen to
changing customer needs, and many
times adjust course in taking care of
people.

Step 3 of the flexible, adaptive,
innovative leadership theory (Figure
3) integrates the data’s common
themes, causal conditions, context,
and intervening condition into the
core phenomenon. The concepts

of flexible, adaptive, innovative
leadership are not new, but the
interrelation of the concepts and
their relation to leading a successful
installation realignment and closure
process grounds the theory for U.S.
Army leaders.

U.S. Army Leadership
Characteristics

There has been some progress
toward a theory of military
leadership that focuses on the
Soldier’s preparation for fighting in
combat, the skills required in actual
fighting, and the will to prevail in
combat against an enemy. The U.S.
Army’s mission used to be “to fight
and win the nation’s wars”. As
combatant commands have stood
up and the organization continues to
reposition itself, the Army’s mission
has been revised to providing
“necessary forces and capabilities
to the combatant commanders in
support of the national security and
defense strategies”. In reposturing
itself to succeed at its mission, U.S.
Army installation realignments and
closures are an important factor in

* Flexible, Adaptive, *
Innovative Leadership

Gaps between

U.S.-based and
Germany-based
Realignment and
Closure Initiatives

*
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Figure 3: Step 3 of the flexible, adaptive, innovative leadership theory.

noncombat mission initiatives. U.S.
Army theorists are challenging the
organization’s historical culture of
hierarchical strategic leadership
to emphasizing complex adaptive
systems as an alternative mental
model in which to view leader
characteristics. The traditional
leadership tasks of role defining,
standardization, decision making,
commanding, and controlling are
being challenged by relationship

building, loose coupling, diversifying,
sense making, learning, improvising
and emergent thinking.

U.S. Army leadership effectiveness
in any situation cannot be
overemphasized because leader
effectiveness anywhere in the Army
affects success in combat. If an
Army leader is unable to influence
followers by use of character, the
leader may push them by force

of law. The complexity of Army
leadership is that they have two
roles — the task specialist and

the social specialist. The task
specialist will win out over the
social specialist every time because
an Army leader’s “primary concern
is to achieve the group’s goal of
defeating an enemy in combat”.
Being likable to subordinates is

a less important characteristic
than being active, sharp and well
informed.

As the literature and data findings
discussed, Army leaders executing
a realignment and closure effort
continuously seek alternatives

to unique situations. They are
adaptable in their own leadership
styles to encourage participative
empowerment through delegation of
authority.

Leader Participant 11 shared that ®
leader characteristics through an
installation realignment and closure
process takes “a combination of
every leadership skill we have.”
The situations, challenges, people,
circumstances and so many
variables dictate what leadership
skills are best and most appropriate
at a given point in time of
realignment and closure.

To support a successful installation
realignment and closure process,
the research findings indicate the
core phenomenon of leadership
characteristics focuses on goal
determination. Common themes
from the interviews and historical
artifacts were (a) goal determination,
(b) customer needs, (c) knowledge
management, and (d) uncertainty.
The causal conditions of (a) gaps
between U.S.-based and Germany-
based realignment and closure
initiatives, (b) communication, (c)
relationships, (d) supporting Soldiers
and Families during war, and (e)
taking care of people, led to the
importance of flexible, adaptive,
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and innovative leadership. The
strategies that emerged from each
of these categories interrelated to
develop a grounded theory of U.S.
Army leadership characteristics
that supports successful installation
realignment and closure.

Significance to Leadership

The study provides a modest

step in advancing exploration and
discovery of U.S. Army leadership
characteristics that supported a
successful installation realignment
and closure process. The common
themes, core phenomenon,

causal conditions, and intervening
variable contribute to the literature
gap in providing a foundation to
build upon in researching leader
characteristics that best support
organizational realignments,
closures, mergers, or acquisitions.

The U.S. Army leadership role

is crucial to successful Army
installation realignment and closure
experiences by all stakeholders. As
Thanner stated, “When a military
base, often a decades-old structural
and economic cornerstone of a
community closes, the community
that hosted it is impacted in the
short and long term on a number
of economic fronts”. Communities
and local economies face job and
tax revenue losses, reductions in
personal and household incomes,
reductions in dollars being spent by
the military community, a decrease
in housing requirements, and a loss
of on-post services for veterans
living in the area.

In the process of organizational
changes of this magnitude, it is
difficult to alter all the relevant and
affected systems simultaneously.
Any leader, in public or private
business, identified to follow
through on such an initiative takes
on a challenge of immeasurable
capacity. As such, the exploration
and discovery of the critical

components of installation
realignment and closure, and

the successful characteristics
exercised by the Germany-base
Army leaders enhances future
GDPR and BRAC initiatives for

the U.S. Army leadership. The
exploration and understanding

of the successful characteristics
exercised by Army leaders of the
Germany-based installations also
enhances other military forces

and private business leadership

by providing a grounded model of
successful leadership characteristics
by which to make the process more
palatable to all stakeholders. The
model of U.S. Army installation
leadership depicts how leadership
interprets, constructs, and acts upon
the experience of a realignment

and closure responsibility. The
grounded-theory approach provided
a resource for any leader required to
realign, close, merge or acquire an
organization.

Leaders can use the theory
grounded in data in the research,
along with the common themes

of goal determination, customer
needs, knowledge management, and
uncertainty to enhance the positive
and mitigate the negative effects
these areas of consequence create
before and during realignments and
closures. The intervening variable
of flexible, adaptive, innovative
leadership further enhances the
interrelation of the theoretical
concepts uncovered and their
relation to successfully leading

an installation realignment and
closure process. Understanding
the leadership characteristics

that positively affect the areas of
consequence provides future Army
leaders required to realign and close
installations with insight on actions
and behaviors that will enhance
effectiveness and results.

Goal determination is the
core phenomenon and will be

unsuccessful without a combined
effort of higher headquarters,
managers, employees, tenant
units, and other customers.
Empowering functional experts
through delegation of authority,
enabling open and continuous
communication, making use of
sustained relationships, and being
flexible when challenged are key.

Customer needs are abundant and
evolving daily. The common themes
in customer needs included timing,
flexibility, adaptation, coordination,
and innovation. Leaders supporting
installation realignment and closure
processes must be flexible, adaptive,
and innovative in changing with
changing customer needs, adaptive
to unplanned challenges, and allow
innovation through empowerment
and reward.

Managing knowledge before and
during an installation realignment
and closure process creates the
need to flatten the organizational
structure. The process is a
synthesis of internal and external
desires considered from a holistic
perspective. Some internal
hierarchical structures may need to
be removed in an effort to employ
what needs to be accomplished in
realignment and closure efforts.
Innovation was recognized as

a characteristic of knowledge
management, but caution was
placed on the importance of
establishing goals and then resisting
the urge to jump from one idea to
another because of innovation.
Uncertainty was an element of
appropriately managing knowledge;
it was an issue not easily dealt with,
but all measures of communication
that could possibly be taken to
keep affected individuals and
organizations informed were

taken. The data collection and
interpretation indicated significant
energy aimed toward keeping
affected internal and external

individuals and organizations
informed, and a continuous open
forum of communication enacted
throughout the process.

To position affected customers to
accept and comply with U.S. Army
installation realignment and closure
initiatives, flexible, adaptive and
innovative Army leaders:

e Established goals

¢ Integrated time lines

¢ Imparted vision and objectives
e Communicated

e Listened

e Sympathized

e Sustained values

¢ Improvised, and

e Empowered

Flexible, adaptive and innovative
leaders generated collaborative
environments that empowered
personnel and other customers
to think, share, and act. Goals
and outcomes were specified,
but the means for reaching goals
and outcomes was flexible;
contributions to the means were
encouraged.

A recurring theme of intellectual
and emotional characteristics
used in leading a successful
realignment and closure process
was not presented in the data.
Rather, interview participants

and historical data indicated a
myriad of characteristics used in
unique situations throughout the
realignment and closure process,
but were dependent on flexibility,
adaptability, and innovation.

The discoveries identified in the
study advance the identification
of leadership characteristics

into future realignment and
closure processes, and may be
incorporated into the DoD military
value criteria policy guidelines as
a supplementary tool to support
successful leadership operations of
U.S. Army installation realignments
and closures.

Recommendations for

Future Research

The study developed qualitative
grounded theory on what U.S.
Army leadership characteristics
supported a successful U.S. Army
installation realignment and closure
process. Glaser and Strauss noted
quantitative research might be used
to generate theory from emergent
concepts, and may be enhanced
through a quantitative study of a
similar nature. Secondary analysis
of the data collected through

the study may be used to test
concepts by forming hypotheses to
determine the quantitative strength
of correlation between variables.

A quantitative survey method that
emulates the interview questions
used in this study may provide
complementary findings that further
enhance the results. A quantitative
study that takes an experimental or
causal comparative approach will
provide an illustration of the cause
and effect relationship of data by
manipulation or non-manipulation of
one or more causes.

The journey of the research study
opened several other possibilities for
additional studies. Future research
efforts that embrace core categories
of the study might consider multiple
interview formats as a means of
prodding deeper into the data. A
similar study that differentiates

the responses of active military
versus civilian, or U.S. employees
versus the life experiences of
German employees may lead toward
innovative results. Other thoughts
that presented themselves as
recommendations for future research
ideas include the following:

1. Are there differences in leadership
characteristics in execution
of installation realignment
and closure initiatives when
America is at war versus during
peacetime?

2. A research study that
differentiates the affects and
the unique needs of functional
installation units supported by
appropriated resources, and
functional installation units
supported by nonappropriated,
self-generated resources while
going through a realignment and
closure process.
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Ground-breaking Study Confirms Army Morale, Recreation and

Welfare Programs Directly Linked to Soldier Readiness and Retention
By Richard J. Fafara, Joanne C. Marshall-Mies and David J. Westhuis

Although civilian literature has
established the positive role

of leisure as a form of coping

and dealing with stress, only
recently has the Army been able
to demonstrate a similar impact

of Army Morale, Welfare and
Recreation (MWR) programs by
scientifically linking them to the
readiness and retention of active-
duty Soldiers. A study, initiated

by the U.S. Army Family and
Morale, Welfare and Recreation
Command (FMWRC), found
significant statistical relationships
between active-duty Soldiers’

use of recreation and Family
programs and their desire to stay
in the Army, their military career
intentions, and their satisfaction
with Army life. Moreover, the study
was able to measure the strength
of those relationships. Very similar
relationships held true of MWR
program use by civilian spouses of
active-duty Soldiers. The study also
provided details about the strength
of the relationships between MWR
usage within four distinct groups
of MWR programs, as well as
characteristics of users, and Soldier
readiness and retention.

METHODOLOGY

Sample Description. Using Soldier
and spouse data from three robust,
Armywide surveys, this study
analyzed responses from more
than 25,000 active-duty Soldiers
and 22,000 civilian spouses of
active-duty Soldiers. For Soldiers,
the study used data from the
Spring 2005 Sample Survey of
Military Personnel (SSMP) and
the 2005 Leisure Needs Survey
(LNS). Spouse data came from
the 2004/2005 Survey of Army
Families V (SAF V) and the LNS.
All data was weighted to the
total population of approximately
400,000 non-deployed, active-
duty Soldiers and approximately
180,000 civilian spouses of non-
deployed, active-duty Soldiers.

(Note: When the data collected
from survey respondents are
adjusted to represent the entire
population from which the sample
was drawn, the resulting data are
called weighted data.) The Soldier
and spouse samples for each of the
surveys mirror the Army population
based on the rank of the Soldier
and Soldier spouse, with four-fifths
being enlisted or civilian spouses

of enlisted and one-fifth being
officers or spouses of officers.
These samples also mirror the Army
population in terms of their gender,
racial/ethnic diversity, station locale
(within or outside of the Continental
United States), and location of
residence (on- or off-post).

Measures. Five MWR usage, three
readiness and retention (referred to
as “outcomes”), and two intervening
measures were developed.

a. MWR Usage. The MWR use
measure reflected the number of
MWR programs/services used by the
respondents (hereafter referred to
as “MWR use”). This varies slightly
by survey. For the SSMP and SAF
V, the total MWR score indicated
how many of 23 MWR programs the
Soldier or spouse had used within
the last 2 years. For the LNS, a
comparable measure indicated how
many of 16 MWR programs they
had used in the last 12 months.

In addition, separate measures
reflected the use of four different
groups of MWR programs: Child and
Youth Services (for those Soldiers
and spouses with dependent
children); Recreation, Tickets and
Libraries (including information and
tickets, music and theater programs,
arts and crafts, automotive shop,
travel agency services, outdoor
recreation, and community centers);
Sports and Fitness Programs; and
Food and Beverage Operations (for
SSMP and SAF V only).

b. Retention and Readiness. Three

Army retention and readiness
outcome measures were developed:
(1) “desire to stay in the Army” until
retirement or to make the Army/
military a career vs. “desire to leave
the Army before retirement”

(2) “military career intentions” or
plans to stay in the Army/military
until retirement/make it a career vs.
stay beyond obligation but not until
retirement vs. leave after obligation/
not make it a career

(3) “satisfaction or dissatisfaction
with Army life.”

Because of the richness of the
datasets, this article will present
findings for only one outcome
variable: “desire to stay in the
Army.” However, throughout the
study, results found for the other
outcome variables (i.e., “military
career intentions” and “satisfaction
with Army life”) paralleled the
results reported herein for the
outcome variable, “desire to stay in
the Army.”

c. Intervening Variables. Two
intervening or mediating variables
between Soldier MWR use and the
readiness and retention outcomes
were analyzed. These two
intervening variables were found to
enhance the relationship between
MWR usage and the outcome
variables. The first intervening
variable, “emotional attachment,”
summarizes the extent to which
SSMP Soldiers agree or disagree
with four statements about their
current military life: | feel like “part
of the family” in the military; The
military has a great deal of personal
meaning for me; | feel a strong
sense of belonging to the military;
and | feel “emotionally attached” to
the military. A second intervening
variable, “extent the Army cares,”
summarizes LNS Soldiers’ responses
to the question: To what extent
does providing MWR programs and
services demonstrate that the Army
cares about you and your family?

following standards: an ES greater
than or equal to .80 constituted

a strong or large relationship
(correlation); .50 to .79, a medium
Effect Size Range relationship; .21 to .49, a moderate
- relationship; and below .21, a small

STANDARDS FOR INTERPRETING COHEN’S D
EFFECT SIZES

Effect Size Range _
Levels of 2to +2

Effect Size*  Example Variable Relationships (can be positive or As ono NN relationship (Rubin & Babbie, 2005).
based on SAF V Data LCEET increases See the examples in Figure 1.
= another variable
increases
Large Spouses' support for Soldier 1
> .80 remaining in Army & Soldiers' intent 4 Lal.......... RESU LTS

The study results described below
demonstrate: the direct relationships
and ES of MWR use on retention and
readiness outcomes, the ES of MWR
use on outcomes via intervening
variables, ES of different types of
MWR programs on outcomes, and ES
of demographics on MWR use.

Medium Time separated from family and As one variable
.50 to .79 desire to stay in Army d increases,
E another variable
Helpfulness of FAC during the last decreases
Moderate deployment and desire for soldier to
.21 to .49 stay in Army - | -2

*Based on Rubin & Babbie (2005)

Small Satisfaction with the PX and desire
Interpretation of Effect Sizes

to remain in the Army

 effect size is important. Effect size shows strength of relationship
(correlation) between two statistically significant variables.

Direct Relationships and ES of MWR
Use on “Desire to Stay in the Army
until Retirement.” The study found

a statistically significant relationship
(i.e., correlation) between MWR usage
and the “desire to stay in the Army.”
These Soldier and spouse correlations
indicate that, as MWR usage
increases, “desire to stay in the Army”
increases. The study also found
direct, positive ES between Soldiers’
MWR usage and “desire to stay in the
Army.” The direct ES (.21 to .36) for
these correlations, shown in Figure

2, are moderately strong for Soldiers
and spouses. These ES, in turn,
increased significantly via the indirect

Figure 1: Standards for Interpreting Effect Size (ES) (Rubin & Babbie, 2005)

Responses to this question ranged
from a great extent to no extent.
Both variables were found to be
directly related to MWR use and,
in turn, had an indirect and direct
impact on the outcomes.

relationship is “large” or important
enough to warrant the attention of
policy makers or program managers;
it only means that the relationship is
most likely not due to chance.
After establishing that a significant
relationship exists, a second
analysis step assessed the strength
(“Cohen’s d” or “effect size”) of
the relationship. Cohen’s d or effect
size (ES) is a name given to a family
of standardized indices (Cohen,
1988) that measure the strength or
magnitude of the relationship
(correlation) between
variables. It is independent of
the sample size. The larger the
ES, the greater the importance 1
or strength of the relationship. ssmp | LNs SAF V LNS

. Soldiers Soldiers Spouses Spouses
As you read the following ,

results, it is important to .
.21

keep in mind that the ES does
not indicate that there is a

Soldier’s Desire to Stay
Until Retirement

causal relationship between
e s D

the two variables; rather, it
indicates the magnitude of the

Figure 2: ES of MWR Program Use on “Desire to
Stay in Army until Retirement”

Analysis. The statistical
analysis involved two steps.
First, it was determined if there
was a statistically significant
relationship between MWR use,
retention and readiness, and the
intervening variables. In general,
statistical significance indicates
how sure one can be that the
relationship between the number
of MWR programs used and other
variables (i.e., the readiness and
retention and the intervening
variables) is due to chance or is
a finding that can be consistently
replicated. However, because of
the way statistical significance is
computed when a sample size is
large (e.g., the study samples of
more than 25,000 Soldiers and
22,000 spouses), even very small
relationships will be detected as
statistically significant. This does
not necessarily mean that the

MWR PROGRAM USAGE

correlation or the strength of
the relationship between the
two variables.

To interpret the ES, we used the
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association (ES) of “emotional
attachment” and “extent the Army
cares” with “desire to stay in the
military.”

Similar significant correlations and
ES results were found for MWR use
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Figure 3: Relationship of “Emotional
Attachment” and “Extent the Army
Cares” to “Soldier’s Desire to Stay in
the Army”

across all three Army-wide surveys
for active-duty Soldiers and spouses
of active-duty Soldiers and four
types of MWR programs.

Direct ES of MWR Use via
Intervening Variables. Soldiers’
“desire to stay in the Army” was
found to be significantly correlated
with both intervening variables
(“emotional attachment to the
Army” and perceptions of the
“extent the Army cares”). Figure 3
illustrates this point showing that,
as “emotional attachment” and
“extent the Army cares” increase,
so does the Soldiers’ “desire to stay
in the Army.”

Figure 4 summarizes the ES for
the direct relationships between
Soldiers’ usage of MWR and
“emotional attachment,” “extent
Army cares,” and “desire to stay in
the Army.” It also shows the direct
ES of “emotional attachment” and
“extent Army cares” on "desire

to stay in the Army.” For SSMP
Soldiers, the direct ES of MWR
usage on “desire to stay in the
Army” (.21) and on “emotional
attachment” (.37) indicate a
moderately strong association;
whereas, the “emotional

attachment” direct ES on “desire
to stay in the Army” (.90) suggests
a large relationship. Similarly, for
LNS Soldiers, the direct ES of MWR
usage on “desire to stay in the
Army” (.31) and “extent the Army
cares” (.35) indicate moderately
strong associations; this compares
with the direct ES of “extent the
Army cares” on “desire to stay in
the Army” (.61), which suggests a
medium relationship. Thus, MWR
usage has a positive, significant
association (ES) with “emotional
attachment” and “extent Army
cares,” and, indirectly, it has a
positive association with “desire to
stay in the Army” via “emotional
attachment” and “extent the Army
cares.”

ES of “Emotional Attachment

to the Army,” “Extent the Army
Cares,” and “Desire to Stay in the
Army.” Table 1 shows the direct,
indirect, and total ES of MWR

usage association with “desire to
stay in the Army” via “emotional
attachment” and “extent the Army
cares.” The ES for the indirect paths
for MWR usage via “emotional
attachment” on “desire to stay in
the Army” (.33) was in the moderate

MWR Program
Use in Last 2 Years
(SSMP Soldiers)

Emotional
Attachment
to the Army

MWR Program
Use in Last 12 Months

(LNS Soldiers)

Extent Providing
MWR Services Shows
the Army Cares

Moderate

Desire to Stay in the Army Until Retirement

Figure 4: Direct ES of Soldier's MWR Use on “Emotional Attachment” to the Army and
“Extent the Army Cares” and on “Desire to Stay in the Army”

MWR on Extent (.35) X

Direct ES Indirect ES Total ES
Samples (MWR Use on Desire| (MWR Use on Int. Var. (Direct ES +
to Stay in the Army) X (Int. Var. on Desire) Indirect ES)
MWR on Emotional
For SSMP Soldier: Attachment (.37) X
Emotional Attachment
) . on Desire (.90)
Intervening Variable =
Emotional Attachment . + . — . -

For LNS Soldiers

Intervening Variable =

Extent Army Cares . +

Extent on Desire (.61)

Table 1: ES of Soldiers” MWR Use on “Desire to Stay in the Army”
via “Emotional Attachment” and “Extent the Army Cares”

range. The total ES of MWR usage
on “desire to stay in the Army”
via “emotional attachment” (direct
+ indirect ES) was .54, which is
of medium strength. The ES for
the indirect paths for MWR usage
via “extent the Army cares” on
“desire to stay in the Army” (.21)
was in the moderate range. The
total ES of MWR usage on “desire
to stay in the Army” via “extent
the Army cares” (direct + indirect
ES) was .52, which is of medium
strength. These analyses indicate
that the association of MWR use
via “emotional attachment” and
“extent the Army cares” on “desire
to stay in the Army” is not only
statistically significant, but also
that the combined strength of
these relationships is at a medium

level based on the ES.

Direct ES of Different Types of
MWR Programs/Services on Desire
to Stay in the Army. The statistical
significance and Cohen’s d effect
size analyses were repeated for four
different types of MWR programs/
services: Child and Youth services,
Recreation/Tickets/Libraries, Sports
and Fitness, and Food and Beverage
services.

As shown in Figure 5, for SSMP
Soldiers, the direct ES of use

of Child and Youth Services,
Recreation/Tickets/Libraries, and
Sports & Fitness programs are in
the small range; whereas, the direct
ES for use of Food and Beverage
services is in the moderate range.

SSMP Soldiers

Large

LNS Soldiers — — — -

Figure 5: Direct ES of Use of Different Types of MWR Programs on Soldiers’ Desire to

Stay in the Army Until Retirement

For LNS Soldiers, the Child and
Youth Services ES is in the small
range, and Recreation/Tickets/
Libraries and Sports and Fitness are
in the moderate range. (Food and
Beverage service was not included
in the LNS.)

Total ES of MWR Use on “Desire to
Stay in the Army Until Retirement.”
Table 2 summarizes the direct,
indirect, and total ES for the SSMP
and LNS Soldiers’ use of the
different types of MWR programs

on “desire to stay in the Army” via
the intervening variables. For SSMP
Soldiers, the direct ES of use of
MWR programs on “desire to stay in
the Army” are in the moderate range
for Food and Beverage services and
in the small range for the other three
types of MWR programs. For LNS
Soldiers, the direct ES of use of
MWR programs on “desire to stay

in the Army” is small for Child and ®
Youth Services and moderate for the
other two types of MWR programs.
For Child and Youth Services, the
direct and indirect ES for SSMP
Soldiers are considered small, and
the total ES is of moderate strength;
whereas, the direct, indirect and
total ES are small for LNS Soldiers.
(It is important to note that since
the surveys were completed in
2005, the Army has increased the
availability and accessibility of its
Child and Youth Services to include
off-post child care; thus, the Child
and Youth Services ES may differ in
future analyses.)

For the other types of MWR
programs, the indirect association
(ES) of MWR use on the intervening
variables is of moderate strength;
and the total ES are of moderate to
medium strength.

Direct ES of Demographics on
MWR Use. The analyses found a
significant relationship and small
to large ES between MWR use
and several demographic variables,
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Direct ES
Types of (MWR Use on Desire
MWR Programs to Stay in the Army)

Indirect ES Total ES
(MWR Use on Int. Var.) (Direct ES +
X (Int. Var. on Desire) Indirect ES)

For SSMP Soldiers:
Child & Youth Services

Recreation, Tickets
and Libraries

Sports and Fitness

Food and Beverage
Services

+ + + +

(Intervening Variable =
Emotional Attachment)

For LNS Soldiers:
Child & Youth Services

Recreation, Tickets
& Libraries

Sports & Fitness

=+

(Intervening Variable =
Extent Army Cares)

Table 2: ES of Soldiers” MWR Use on “Desire to Stay in the Army”

via the Intervening Variables

indicating that the more frequent

users of MWR programs are:

e Officers compared to enlisted
Soldiers

e Field grade officers compared
to company grade and warrant
officers

e Senior enlisted and enlisted
compared to junior enlisted
personnel

¢ Those living on-post and outside
of the continental United
States (OCONUS) compared
to those living off-post and in
the continental United States
(CONUS).

IMPLICATIONS AND CONCLUSION
The study findings constitute a
major step forward in providing

the Army, scientifically valid

results for answering questions
such as, “What is the value of
Morale, Welfare, and Recreation
(MWR) programs?” and “Should
MWR programs be continued?”
These findings reveal strong,
positive associations (ES) between
Soldiers’ and spouses’ use of MWR

programs — as well as specific types
of MWR programs — with Soldier
retention. Moreover, these findings
indicate that the greater the number
of MWR services used, the more
likely are Soldiers to report higher
levels of emotional attachment to
the military and perceptions that

the Army cares about them and
their Family, and the more likely
Soldiers and spouses are to report
that they want to stay in the military
or support their Soldier staying

in the military. The findings also
suggest that the most important

role of MWR programs may be that
use of these programs has a direct
association (ES) with the Soldiers’
“emotional attachment to the Army”
and their perceptions that the

“Army cares about them and their
families.” Both, in turn, have a large,
positive association (ES) with Soldier
retention.

The study findings also provide
important baseline data that will
help inform MWR policy, resource,
and marketing decisions and play an

important role in designing future
research to assess the impact of
these programs over time. For
example, the finding that MWR
programs are used less frequently by
company grade officers and junior
enlisted Soldiers and their spouses
and by Soldiers and spouses who
live off-post and in CONUS suggests
that MWR programs could be of
even more benefit to Army readiness
and retention if they were made
more accessible and tailored to
better meet the needs of specific
Army subpopulations. In this era

of increased emphasis on the Total
Army (all components), the study
also signals the need for a holistic
assessment of MWR by studying
how MWR programs and services
available not only to active duty

but also to reserve components
contribute to readiness and
retention.

Maj. Gen. John Macdonald, past
commander of FMWRC, summarized
the study as follows: “What is
important,” he said, “is being able
to demonstrate scientifically to a
variety of audiences that the MWR
programs we have in place make

a difference, and knowing that we
can strengthen Soldier readiness
and retention by increasing use of
MWR. This translates into doing
two things: increasing awareness
of these programs and ensuring
through additional research that
current and future MWR programs
continue to effectively meet

the needs of Soldiers and their
Families.”

Additional information on this study
including a detailed briefing and
technical article are available at:
http://www.armymwr.biz/research.
htm.
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Understanding the Army Records Information Management System:
Records Management 101

On July 26, 2007, the Secretary
of the Army, the Honorable Pete
Geren, issued guidance to the
U.S. Army and emphasized the
importance of records management
and the need for improvement

in Armywide compliance with
Army record-keeping policies and
regulations (Geren, 2007).

An effective records management
program is essential in
successfully managing recorded
information and complying with
statutory requirements that
require government activities

be documented properly,
efficiently, and economically. The
National Archives and Records
Administration defines records
management as “the field of
management responsible for

the systematic control of the
creation, maintenance, use, and
disposition of records” (NARA,
2001). The Association for Work
Process Improvement
reports that “records
management may be
seen by managers
and employees as

an unnecessary
or low priority
administrative

By Steven H. Carpenter

task that can be performed at the
lowest levels within an organization
(TAWPI, n.d.). But, according

to the NARA (2001), all federal
managers and employees have three
obligations with regard to federal
records:

1) Creation of records needed to do
the business of their agency, record
decisions and actions taken, and
document activities for which they
are responsible.
2) Maintenance and uses of records
so information can be found when
needed. This means setting up
good directories and files, and filing
materials (in whatever format)
regularly and carefully in a manner
that allows them to be safely stored
and efficiently retrieved when
necessary.
3) Carrying out the disposition
of records under their control in
accordance with agency
R records schedules
. and federal
regulations.

Figure 1

provides

a graphic
depiction
of the

three stages in the life cycle of
records in an organization beginning
with records creation through
maintenance and usage and ending
with disposition (NARA, 2000).
Disposition is the third and final
stage of the life cycle of records
and includes those actions taken
regarding federal records after they
are no longer needed in office space
to conduct current agency business.
Records disposition includes
destruction as well as other actions,
such as the transfer of permanent
records to the National Archives.

Records Management in
Corporate America
Drescher (2007, p.339) reports
that corporate America and
law enforcement agencies have
developed a recent new interest
in implementing effective Records
Management Systems (RMS):
Due to new compliance regulations
and statutes beginning in 2005,
records management has gained
new interest among corporations.
While government, legal and
healthcare entities have a strong,
historical records management
discipline, general record-keeping of
corporate records has been poorly
standardized and implemented.
In addition, events such as the
Enron/Andersen scandal, and
more recently records-
related mishaps at
Morgan Stanley, have
renewed interest in
corporate records
compliance, litigation
preparedness and
issues. Statutes
such as the
Sarbanes-Oxley
Act have created
new concerns
among corporate
“compliance
officers” that
result in more
standardization of
records management

THE RECORDS *
LIFE CYCLE

Records
Creation

*

Records Maintenance

and Use

*

Records
Disposition

*

Figure 1: The Records Life Cycle

practices within an organization.

°
Privacy, data protection, and
identity theft have become issues
of interest for law enforcement as
well. The role of the RMS to aid in
the protection of an organization’s
records has often grown to include
attention to these concerns. The
need for individual records security
has brought greater focus to
records retention schedules and
records destruction.

Benefits of Records
Management Systems

The NARA (2001) identified
numerous tangible and intangible
benefits achievable through
implementation of an effective

RMS, which includes the following:

Contributes to the smooth
operation of your agency’s
programs by making the
information needed for decision
making and operations readily
available

Helps deliver services in a
consistent and equitable manner
Facilitates effective performance
of activities throughout an agency
Protects the rights of the agency,
its employees, and its customers
Provides continuity in the event of
a disaster

Protects records from
inappropriate and unauthorized
access

Meets statutory and regulatory
requirements including archival,

audit, and oversight activities

e Provides protection and support in
litigation

e Allows quicker retrieval of
documents and information from
files

* Improves office efficiency and
productivity

® Provides better documentation
more efficient

e Supports and documents historical
and other research

® Frees up office space for other
purposes by moving inactive
records to storage facilities

e Avoids unnecessary purchases of

office equipment

Army Records Information
Management System (ARIMS)
The U.S. Army’s enterprise system
for records management is called
the Army Records Information
Management System (ARIMS) and
is described in Army Regulation @
(AR) 25-400-2, ARIMS. The Federal
Records Act of 1950, as amended,
contains the statutory authority
for the ARIMS program (HQDA,
2007, p.2). ARIMS is designed
to provide enhanced capabilities
for authorized users to create,
maintain, transfer, locate, and
retrieve official Army records, to
include tracking documents stored
in Army Records Holding Areas
(RHAs) and in the Army Electronic
Archive (AEA). ARIMS focuses on
the management of long—term
and permanent records and allows
the business process to manage
short—term records. ARIMS allows
the Army the ability to more
easily manage its hard copy and
electronic records. Using Web-
based tools and technology, ARIMS
provides enhanced capabilities
for the identification of important
records, storage and indexing of
those records, and the tracking
and retrieval of those records
stored in the Army’s RHAs. The
AEA module of ARIMS provides
large-scale, secure storage for
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the Army’s important email and
other electronic records. ARIMS
streamlines the filing process by
empowering the controlling office
with the tools needed for success
in creating, maintaining, using and
disposition of an organization’s
records.

AR 25-400-2 indicates that
records management officers or
officials (referred to as records
administrators, records managers
or records coordinators) manage,
oversee, direct and evaluate the
records management program

for the organizations to which

they are assigned (HQDA, 2007,
p.1). The records management
officer or official is responsible

for providing guidance and
clarification necessary to carry out
the provisions of the organization’s
RMS. Action officers (AOs) and
records coordinators (RCs) reside
within the organizational element
and are responsible for the files
within the work element. A
records manager (RM) is overall
responsible for compliance with
records management requirements
within the entire organization and
performs an oversight role for the
organization’s records management
program and provides assistance to
records coordinators.

Creation of Records and the
Office Records List

A key element of ARIMS in the first
stage of the records management
life cycle is creation of records
through an organization’s
development of an Office Records
List (ORL). An ORL is a list of

the specific record titles and or
numbers describing the records
accumulated or generated in an
office. The list is prepared within
each element where records are
accumulated or generated and
should be coordinated with the
organization or installation records
management official. An ORL is

a Master File List, which lists all
the files that are contained within
an office, mandatory instructions
of what to do with records (and
nonrecord materials) no longer
needed for current government
business, and indicates how long
records must be kept before

they are transferred to an Army
Records Holding Area, destroyed or
transferred to NARA for permanent
preservation.

Creation of an ORL requires an
individual within an organizational
section or department called a
records coordinator (RC) to have

an in-depth knowledge of the
records that are produced by the
organization and the regulatory
guidance that governs the operation
and functions of the organization.
The ARIMS Web site facilitates the
development of ORLs through its
Records Management-Assist (RM-
Assist) module, which contains a
search engine providing file numbers
based upon Army regulations

and directives numbers or key

word topics. The ARIMS Web site
facilitates the addition of files to an
Internet shopping cart and ultimately
creates an electronic file listing for
the organization (the ORL), which

is forwarded to the organization’s
records manager via the Internet for
review and approval or disapproval.
Once the records manager approves
the ORL, the ARIMS allows records
coordinators to print hard copy
labels for organizational files. An
organization’s ORL must be updated
by the unit’s RC and approved by
the RM each calendar year.

Disposition of Records

The third and final stage of a
Records Management program is
records disposition. The NARA
(2000) describes a records
disposition program as those policies
and practices designed to achieve
effective and efficient disposition by
scheduling all records; ensuring their

proper storage, whether in agency
or record center storage space;
ensuring the authorized and prompt
disposal of temporary records;

and ensuring the timely transfer of
permanent records to the National
Archives.

The process for disposition of the
Army’s records is identified in
Army Regulation 25-400-2, ARIMS
(HQDA, 2007, p.13).

The ARIMS defines two categories
of records that have no value
beyond the organization’s business
process (Keeper Records) and those
records that have value beyond

the business process (Transfer
Records) such as historical, lessons
learned, or research purposes.
Disposition instructions are coded
and begin with the letter “K” for
Keeper or “T” for Transfer. The K
codes apply to short-term records
that are kept according to the
business process until no longer
needed (or until no longer needed
for business after an event occurs),
which could be identified by ARIMS
not to exceed 6 years or as long

as 7 years. The T codes apply to
long—term (retentions over 6 years)
and permanent records, with a few
exceptions for records involving
individual rights and interests (e.g.
Army Inspector General Records).
The ARIMS automatically calculates
the retention period for each
individual record and provides

the eligible dates for destruction,
transfer to a Federal Records Center
or offer to the National Archives.

Figure 2 depicts the NARA’s
concept for disposition of records
and is cross-matched with activities
an Army organization can perform
to properly dispose of Army records
(NARA, 2000, para. 17). According
to NARA (2000) the primary steps
in managing a records disposition
program consist of the following
elements:

® [ssue a program directive
assigning authorities and
responsibilities for records
disposition activities in the
agency, and keep that directive
up to date. (The Army’s directive
is Army Regulation 25-400-2,
ARIMS).

¢ Develop, implement and update
a comprehensive records
schedule. (ARIMS uses Office
Records Lists to provide filing and
disposition instructions for Army
organizations).

¢ Train all those taking part in the
agency'’s records disposition
activities.

® Publicize the program to make
all agency employees aware
of their records disposition
responsibilities. (Command
support is a key element in
publicizing the program).

e Evaluate the results of the
program to ensure adequacy,
effectiveness, and efficiency
through implementation of an
assessment program within the
organization.

Electronic Records

ARIMS supports the proper
disposition of electronic records
by providing an Internet-based
platform for transferring electronic
records to the AEA through

the usage of a Records Input
Processing Subsystem (RIPS)
module. The ARIMS meets the
requirements of Department of
Defense (DoD) 5015.2—STD,
Design Criteria Standard Electronic
Records Management Software
Applications, for storing,
maintaining, and transferring or
disposing of all electronic “T”
records. Electronic records formats
that have been identified by the
NARA (n.d.) include Flat File Data
Bases; E-mail messages with
attachments; Scanned images

of textual records; portable
document format (PDF) records;
digital photographic records;

* STEPS IN MANAGING A *
RECORDS DISPOSITION PROGRAM

1. Issue a Program Directive

*

2. Develop, implement, and
update a records schedule

*

3. Train employees

*

4. Publicize the program

*

5. Evaluate the results

*

AR 25-400-2 ARIMS

*

ARIMS Office Records
Lists/Disposition

*

Training

*

Publicity/Command Support

*

Assistance/Assessment

*

Figure 2: Steps in Managing a Records Disposition Program
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digital geospatial data records;
and Web content records.
Electronic records require the
same levels of protection as any
other media. Proper management
provides for economic, efficient
and reliable maintenance,
retrieval, preservation, storage
and scheduled disposition of the
information.

Records Management at U.S.
Army Garrison Yongsan

The Army is transforming its
garrisons to provide all Soldiers
and Families with consistent and
predictable services, regardless

of duty station. To accomplish
this, the Army has developed a
Standardized Garrison Organization
(SGO) that is manned to provide
Common Levels of Support (CLS).
Records management is included
in CLS Service No. 17, Document
Management under Service Support
Program (SSP) “D.”

In 2006, the Directorate of Human
Resources (DHR), U.S. Army
Garrison Yongsan, in Seoul, South
Korea, which was organized

under the SGO, developed and
implemented an effective records
management program modeled on
the concepts provided in Figure

2, Steps in Managing a Records
Disposition Program. Within a
phenomenally short period of time,
the USAG-Yongsan RMS was
transformed from an unsatisfactory
program into a commendable
program. The program was
implemented upon the arrival of its
full-time RM, Ms. Pak Chong Hui.
Initial significant shortcomings with
the garrison’s records management
program were the lack of a

trained cadre of RCs within each
directorate and the need for
development of comprehensive
ORLs for each of the garrison’s
more than 80 separate activities.
An inspection and assistance

visit schedule was developed by

the RM, which focused its priority
first on the file systems of the
weakest work centers within the
organization. Within a four-month
period, command support from the
garrison’s leadership enabled Ms.
Pak to obtain maximum participation
from all activities in ARIMS RC
training conducted in both Korean
and English. The Eighth U.S. Army
G1 also provided support for this
training program. Each activity
within the garrison created ORLs
using ARIMS under the mentorship
of Ms. Pak. Copies of the garrison’s
ORLs are posted to the USAG
Yongsan DHR Army Knowledge
Online Collaboration folder located
at: https://www.us.army.mil/suite/
folder/11691172/ .

The program was publicized at the
garrison’s weekly command and
staff meeting. Directors of each
garrison directorate were also
educated about the importance

of records management. Each

year, an operations order was
prepared and distributed to remind
garrison directors and RCs about
the requirement to transfer “T"”
records for permanent storage to the
location specified by the disposition
instructions of their respective
ORLs.

An organizational scorecard matrix
was developed, which provided the
garrison’s leadership with a report
card on the status of each duty
section. The scorecard highlighted
the status of training for each
section’s RC in ARIMS, completion
of the ORL, and satisfactory or
unsatisfactory completion of

an inspection by the RM using

the IMCOM-Korea’s command
inspection checklist. During the
Army Communities of Excellence
(ACOE) site visit of 2007, the site
visit team expressed particular
interest in how the DHR used
metrics to manage organizational
activities. The DHR’s records

management scorecard served as
an example in the usage of metrics
for managing the organization during
the ACOE site visit. This method
for managing the garrison’s records
management program was one

of many measurement systems
that contributed to the decision to
award USAG Yongsan as the third-
place winner of the 2007 ACOE
competition.

In order to sustain the success of
the program, the USAG Yongsan
Directorate of Human Resources
conducts two six-hour training
sessions quarterly in both English
and Korean to teach new RCs

how to use ARIMS and help them
properly manage their records and
files. Over the last two years, the
garrison RM conducted more than
100 inspections each year and
numerous on-site assistance visits
of all garrison offices to ensure
compliance with the Federal Records
Act using the ARIMS program.
While CLS standards require garrison
activities to be inspected only once
every three years, more frequent
assessments are conducted at
USAG Yongsan due to the high
turnover of personnel that is unique
to duty within the Korean theater of
operations. While ARIMS provides
the guidance and the Internet-based
platform for the program, it is the
human interaction of the program
between the RCs and the RM that
assures the delivery of quality and
consistent assistance using the
model for the life cycle of records
management. Success of the
program is largely attributed to the
training, assistance and assessments
of the garrison’s program that are
provided by the RM. However, the
most important factor in success
for sustainment and maintaining
positive momentum of this program
is command support from the
garrison’s top leadership.

Students at the Nov. 1, 2007 USAG
Yongsan quarterly records-management
training session learn the finer points of
the Army Record Information Management
System. From left are Yi Kyong-chu,
Yongsan’s Religious Support Office; Staff
Sgt. Marie Francis, U.S. Forces Korea
headquarters; and Robert Perry, Directorate
of Public Works, Yongsan.

Photo by Sgt. Kim Sang-wook

Conclusion

An effective records-management
program is essential in successfully
managing recorded information and
complying with statutory as well
as Army regulatory requirements
to assure that all government
activities are documented properly,
efficiently and economically.
Records management is everyone’s
responsibility. All federal

managers and employees have
three obligations with regard to
federal records, which include the
proper creation, maintenance, and
disposition of records. In addition
to compliance with statutory and
regulatory requirements, numerous
benefits have been identified for
the implementation of an effective
records management program

into an organization. The Army’s
Internet-based enterprise records
management system called ARIMS
provides a corporate level solution
for authorized users to create,
maintain, transfer, locate and
retrieve official Army records,

to include tracking documents.
ARIMS supports the management
of all forms of records media
including paper and electronic
formats. One of the most difficult

processes when implementing an
ARIMS program is the development
of the ORLs. The ORLs provided

at the USAG Yongsan AKO ORL
Collaboration Folder could be

used within IMCOM to serve as a
baseline for establishing a “Standard
Garrison Organization ORL.”

Although ARIMS provides an
Internet-based enterprise platform
to manage the Army’s records,
success with this program is largely
dependent upon the command
support leadership provides at

the local level. Success is also
dependent upon the dedication of
action officers, RCs and RMs to
assure the delivery of quality and
consistent assistance that enables
garrison activities to identify,
archive, transfer and retrieve records
in a timely manner. Sustainment of a
viable records management program
is dependent upon command
support, implementation of an
effective ARIMS training program,
and a consistent assistance and
assessment program by the
organization’s RM.
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ment from Webster University and a
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Globally, we are living in an
unsustainable state. The Earth’s
major life-supporting resources are
declining while at the same time
human consumption and demand
for those resources continue to
rise. The U.S. Army as a system is
a microcosm of the Earth and is in
an unsustainable state. The choices
the Army makes today will impact
its ability to function in tomorrow’s
global security environment of
decreasing energy, mineral, land,
air and water resources and the
ever increasing global demand for
those resources.

To the Army, sustainability
means using available
resources wisely today
so they do
not become
depleted or
permanently
damaged for future
generations thereby
compromising
future military
mission
requirements.

Army
sustainability
is a national
security imperative.
Sustainability impacts
the institutional and
operational missions of
the Army. Implementing
sustainability makes
good business sense with
tangible and intangible benefits.
For the institutional mission,
success for installations will result
in fewer training restrictions;

lower life-cycle costs; enhanced
well-being for Soldiers, Families,
and neighboring communities;
enhanced productivity; and
increased readiness. Operationally,
Army logistical units that provide
resources to combat forces in
theater are vulnerable to attack.
Sustainable practices, technologies

and solutions decrease the Army’s
dependence on natural resources,
thereby decreasing the logistical
tail, operational signature and its
vulnerabilities.

A recent article in the U.S. Army
Journal of Installation Management

discussed fostering
a sustainability ethic
in the Army (Baker,
2007). In her article,
Karen Baker states that “... [al
chieving the vision of a sustainable
Army will require nothing less than
creating a mindset in which every
member of the Army team considers
daily his or her personal impact...

on the environment.” Once this
mindset is established, the next

step is inculcating sustainability
across the Army. Subsequently,
this article offers recommendations
on how the Army should approach
institutionalizing sustainability into
its culture.

Today’s Army faces many challenges
that force it to seek innovative
solutions to difficult problems and
the Army’s unsustainable state
is one of those
challenges. The
long-term solution
that may have the
best chance of success
in meeting the diverse,
complex and global nature
of this challenge is utilizing
a sustainability framework
and institutionalizing
sustainability into the
Army culture. In this
way, sustainability
will connect Army
activities today
to those of
tomorrow with
sound business
practices.

I Inorder to
A P do so, Army
- leadership must
~ strive to become
system thinkers
to benefit from the
interrelationships of
the institutional and
operational missions,
the community and the
environment. To sustain the future,
the Army must implement effective
policies and practices that safeguard
the mission, quality of life, and
the environment in a manner that
the nation expects. The solution
to this challenge is integrating
and institutionalizing sustainability
principles into the way the Army
does business.

Army Culture
Influencing and shaping culture

is the key to achieving the
institutionalization of a desired
effect. Culture may be defined as
a common set of assumptions,
practices, and ways of seeing and
thinking. Culture is embedded in
an organization and is an important
element to the performance of a
particular organization. FM 6-22
Army Leadership, Competent,
Confident, and Agile, defines
culture as “[t]lhe set of long-held
values, beliefs, expectations, and
practices shared by a group that
signifies what is important and
influences how an organization
operates.” It consists of “shared
beliefs, values, and assumptions
about what is important (Army,
2006).”

To integrate a cultural concept

into an organization effectively,

it must be recognized as a factor
that affects organizational life.
Critical elements of culture include
observed behaviors when people
interact (language, customs,
traditions, rituals), group norms,
values, embedded skills, and habits
of thinking (Schein, 1992a). Other
elements include organization
structure, goals, charters, mission
statements, myths, legends,
stories, budget, published recruiting
handbooks, and training (Schein,
1992b). Organizational stories,
rituals, language, and symbols

are the most observable as they
publicly represent the values of the
group (Conner, 1994).

Embedding Mechanisms

Edgar H. Schein, a psychologist
and organizational theorist,
discusses the ways that leaders
create or change cultures, including
expected behaviors, through six
“embedding mechanisms (Schein,
1992c).” He maintains leaders
may use these mechanisms to
communicate what they believe
in and therefore what “they
systematically pay attention to.”

Furthermore, Schein discusses
how leaders use these embedding
mechanisms to create and change
an organizational culture. Army
senior leaders may use these
mechanisms in order to change the
organizational culture with the aim
of inculcating sustainability across
the Army.

The first embedding mechanism

is what leaders pay attention to,
measure and control. Schein states
that what leaders pay attention to,
in a systematic way, communicates
most clearly their vision, priorities,
goals and assumptions. What
subordinates notice, such as
comments made, casual questions
and remarks, become powerful

if a leader uses it in a consistent
manner. If a leader is inconsistent in
a message, it will lead to confusion.
Attention is focused in part by the
kind of questions that leaders ask
and how they set the agendas for
meetings (Nellen,1997).

For example, Army senior leaders
could convey their intent in
embedding sustainability into

their business processes via an
authoritative statement such as

an Army directive. The directive
could state, among other things,
the standup of a Headquarters,
Department of the Army (HQDA)
office to oversee sustainability

and its deployment; the formal
execution of sustainability including
personnel, training and a strategic
communication plan; responsibilities
of subordinate headquarters and
coordinating instructions for HQDA
Staff, Army Commands (AC), Army
Service Component Commands
(ASCC) and Direct Reporting

Units (DRU). The directive may
also discuss strategic objectives
and sustainability metrics used to
measure progress.

The Assistant Secretary of
the Army for Installations and

Environment (ASA(I&E)) used this
embedding mechanism to convey
the importance of sustainability in
the 2007-2012 Strategic Plan. In
the strategic plan, the Honorable
Keith Easton conveyed the message
that “[s]ustainability is the paradigm
that will focus our thinking to
address present and future needs
while